








A business model for supporting local and  





Mafalda Paiva Oliveira 
 
 
Dissertation written under the supervision of  
Professor Susana Frazão Pinheiro 
 
 
Dissertation submitted in partial fulfilment of requirements for the IMSc in 




Title: African Entrepreneur Collective - A business model for supporting local and refugee 
entrepreneurs in Rwanda 
 
Autor: Mafalda Pestana Paiva Quaresma de Oliveira 
 
 The present dissertation invites the reader to think about social entrepreneurship and 
its role in the promotion of entrepreneurship as a tool for job creation, poverty reduction and 
population empowerment in developing countries in general and in Rwanda in particular.  
 The analysis focuses on the business model of African Entrepreneur Collective, a 
social organization that has successfully helped local entrepreneurs in Rwanda to sustainably 
expand their businesses by employing local people and resources since 2012.  
 The Case Study illustrates the scope and action of the organization and clarifies the 
engagement in a new project to help refugee entrepreneurs. The Literature Review provides 
the theoretical context for its analysis, which explored in the Teaching Note.  
 We suggest approaching the Case Study by analysing the organization’s current 
business model resourcing to Social Business Model Canvas, highlighting the impact and 
value created and the important role of stakeholders. Furthermore, we propose the 
consideration of the strategic challenges and opportunities to clarify how the new project with 





Título: African Entrepreneur Collective - Um modelo de negócios para apoiar 
empreendedores locais e refugiados no Ruanda 
 
Autor: Mafalda Pestana Paiva Quaresma de Oliveira 
 
 A presente dissertação convida o leitor a pensar sobre o empreendedorismo social e 
seu papel na promoção do empreendedorismo como ferramenta para a criação de emprego, a 
redução da pobreza e a capacitação da população nos países em desenvolvimento em geral e 
no Ruanda em particular. 
 A análise centra-se no modelo de negócios da African Entrepreneur Collective, uma 
organização social que tem ajudado com êxito empresários locais no Ruanda a expandir os 
seus negócios de forma sustentável, empregando pessoas e recursos locais desde 2012. 
 O Estudo de Caso ilustra o intuito e a ação da organização e esclarece o envolvimento 
num novo projeto para ajudar os refugiados empreendedores. A Revisão de Literatura fornece 
o contexto teórico para a sua análise, explorada na Nota de Ensino. 
 Sugerimos abordar o Estudo de Caso analisando o atual de modelo de negócio através 
da Social Business Model Canvas, destacando o impacto e valor criado e o importante papel 
dos agentes envolvidos. Além disso, propomos a consideração dos desafios estratégicos e 
oportunidades para esclarecer como é que o novo projeto com os refugiados empreendedores 
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i. Introduction  
  
 African economies are some of the fastest growing in the world, but that 
growth threatens to leave behind a generation of youth. With over 225 million people aged 15 
to 24, Africa has the youngest population in the world1. And yet, 60% of all unemployed 
in Africa are youth2, not counting young people who are underemployed with low pay and 
few advancement opportunities. This high level of youth unemployment and 
underemployment creates a major barrier to poverty reduction across the continent. As a 
result, political leaders are actively looking for programs and initiatives that address this 
problem. Moreover, African countries like Uganda, Rwanda, Ethiopia, Kenya and Tanzania 
host a significant population of refugees in protracted situations and ought to be integrated by 
ensuring they have access to livelihoods and economic opportunities (Betts, Bloom, Kaplan, 
& Omata, 2014).  
 African Entrepreneur Collective (AEC) has been trying to address the issue of poverty 
by providing the right tools to small African entrepreneurs. With their businesses, these 
entrepreneurs are able to deliver solutions for problems of their countries’ economies and 
provide jobs and income to people in their communities. AEC begun its work in Rwanda 
where in the span of two years it had helped create over 1200 new jobs. Now, it is embracing 
a new project in partnership with UNHCR to help refugees in Rwanda create their own 
businesses and income. 
 Analysing AEC’s business model is particularly interesting to identify how a social 
organization is promoting job creating through entrepreneurship. With this in mind, we 
propose to address the following research question: 
  
How can a social organization’s business model contribute to entrepreneurship 
promotion and job creation in developing countries? 
 
 The research undertaken for the development of the case study on AEC included two 
interviews with members of the organization, a thorough analysis of its Annual Reports, other 
information and resources on the organization’s website and a multiple number of interviews 
                                                
1 “Youth population trends and sustainable development”, United Nations, May 2015  
2 World Bank. Retrieved on January 22nd 2017 
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and articles about the organization available online. The data provided on AEC’s activity is as 
of the end of 2015. 
  
The thesis is structured as follows:   
 In chapter 2 – Literature Review – we define social entrepreneurship, analyse the 
features of hybrid organizations and different strategies they might follow, evaluate the 
importance of business models and the Business Model Canvas for a structured analysis of an 
organization and specifically a social venture. We also aim at understanding the role of 
stakeholders in social entrepreneurship and a particular approach to value creation for the 
empowerment of people in developing countries and refugees.  
 In chapter 3 – Case Study – we introduce the organization through a detailed case 
study that illustrates the most important features of AEC and provide a comprehensive 
analysis.   
 In chapter 4 – Teaching Note – we present the guidelines to study the current business 
model of AEC through application of the Social Business Model and how it changes with the 
new project, considering the strategic challenges and opportunities it brings, the role of 
stakeholders and the overarching value proposition of the organization. It is structured to 
function as a class exercise of group discussion and analysis. 
 Finally, in chapter 5 – Conclusion – we recap the key elements of the case study and 
the main challenges and opportunities it faces in achieving its mission, job creation. 
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ii. Literature Review 
 
 In this chapter we consider what differentiates social entrepreneurship from 
commercial entrepreneurship, understand the concept of a hybrid organization and its main 
implications on a venture’s strategy.  We see the business model design as a tool to better 
understand how an organization creates value and recognize that the standard Business Model 
Canvas might not be enough to analyse a social business. Given such, we resort to different 
adaptations of the Business Model Canvas to social organizations. We acknowledge the 
importance of stakeholders in social entrepreneurship, expand on a framework for value 




a) Social Entrepreneurship  
 
Since the end of the last century, the phenomenon of social entrepreneurship has been 
generating increasing interest in both the academic and business worlds (Certo & Miller, 
2008; Nagler, 2007; Battilana & Lee, 2014; Ramus & Vaccaro, 2014; Tobias, Mair, & 
Barbosa-leiker, 2013). Part of this interest arises from the fact that it seems to be an important 
catalyser of change, providing innovative and sustainable solutions to addresses relevant 
social needs. 
Social entrepreneurship is innovative because it creates something new rather than 
simply replicating the existing enterprises or practices, often bringing together an 
entrepreneurial or enterprise-based solution to a social problem (Austin et al., 2006; Dees, 
1998). 
It is sustainable because in accomplishing a social mission, it involves the 
diversification of its funding stream, often including the creation of earned income (Alter, 
2007). For instance, social entrepreneurship ventures often charge fees for some of their 
services besides looking for donations, volunteers, and other kinds of support (Dees, 1998). 
It requires the recognition, evaluation, and exploitation of opportunities that result in 
social value — the basic and long-standing needs of society — as opposed to personal or 
shareholder wealth (Austin et al., 2006).  It might address issues such as environmental 
conservation, education, human rights’ protection, food, water, shelter and medical services 
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provision or, more broadly, the creation of economic opportunities to members of society in 
need. 
Social entrepreneurship can be defined as an innovative activity with a social objective 
(Dees, 1998) and it can be pursued through various vehicles (Austin et al., 2006). Indeed, 
examples of social entrepreneurship can be found on non-profit, business, or governmental 
sectors and it can occur in both a new organization or in an established organization (Mair & 
Martí, 2006). In any case, the social mission is “explicit and central” (Dees, 1998). 
Much like commercial entrepreneurship, it recognises and pursuits new opportunities 
to further the mission of the business, engages continuously in innovation and modification 
and undertakes bold actions without being hindered by limitation of resources (Dees, 1998). 
However, the significant difference between the two lies in the fact that commercial 
enterprises’ mission is essentially to create economic value and capture it, through profitable 
operations which result in private gain. Social enterprises pursue social value creation for the 
public good by generating positive externalities (Austin et al., 2006; Battilana & Dorado, 
2010; F. M. Santos, 2012; F. Santos et al., 2015; Mair & Martí, 2006). This distinction has to 
be theraeded carefully since all economic value creation is inherently social — actions which 
create economic value also improve society’s welfare through a better allocation of resources 
(F. M. Santos, 2012). 
 Nevertheless, for simplicty, we will use economic value to define the benefits that can 
be measured monetarily, such as income and profits, and use social value reffering to 
intangible benefits to society that defy measurement. 
Social entrepreneurship is undertaken by social entrepreneurs who, having an acute 
understanding of social needs (Certo & Miller, 2008), play the role of change agents in the 
social sector (Dees, 1998). Santos (2012) further clarifies the key differences between social 
and commercial entrepreneurs: (1) they address neglected problems in society involving 
positive externalities, (2) they are more likely to operate in areas with localized positive 
externalities that benefit a powerless segment of the population, (3) they seek sustainable 
solutions than to seek sustainable advantages and (4) they develop a solution built on the logic 
of empowerment rather than on the logic of control.  
Social entrepreneurs manage to shift stakeholder expectations of non-profit 
organizations to achieve larger scale social impact, while diversifying their funding trough 
income generating activities that complement or subsidize the social mission.  
Organizations that use the juxtaposition of for-profit and non-profit business models 
have been identified as “non-profit hybrids” (Alter, 2007). 
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b) The Hybrid Organization   
 
Hybrid organizations generate both social and economic value and lie in a continuum 
between purely philanthropic organizations (social value creation) and purely commercial 
organizations (economic value creation) (Alter, 2007; Austin et al., 2006; Peredo & McLean, 
2006). Alter (2007) further classifies hybrid organizations based motive, accountability and 





Figure 1 - Hybrid Spectrum from Alter (2007) 
 
 Hybrid organizations’ combination of charitable or non-profit activities with 
commercial activities generates innovativeness and financial sustainability. However, these 
synergies also pose unique challenges that result in internal and external tensions between the 
forms they combine (Battilana & Lee, 2014). External tensions are often related with legal 
definitions, financing difficulties or the threat of incumbent organizations that enact 
institutionalized forms. Internal threats arise from the difficulty in maintaining a common 
identity across commercial and non-commercial activities and the allocation of limited 
resources among the different areas. Because of these tensions, hybrid organizations are more 
prone to mission “drifts”, that is deviations from the original purpose of the organization. 
 To avoid that danger, it is important for hybrid organizations to clearly elaborate a 
strategy and business model that clarifies and integrates these two sides, accounts for those 
tensions and provides pre-emptive responses.  
 
F. Santos et al. (2015) redefine the typologies of hybrid organizations based on two 
dimensions with implications on their strategy, business model and the risk of mission drift.  
The first dimension is “Contingent Value Spillovers”, that is, whether the value 
created in a client transaction is maximized automatically or if it requires further action. In the 
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activities where positive value creation happens automatically, just from the provision of the 
product or service, profit is strongly aligned with impact and the business model can be 
simpler and closer to commercial models. However, when value spillovers do not happen 
automatically, to generate of social value, an additional effort from the organization providing 
the service is required, such as training, awareness raising and mentoring, adding additional 
costs and complexity to the organization. 
The second dimension is “Transaction Obstacles and the Degree of Overlap between 
Clients and Beneficiaries”. Often, hybrid social businesses serve a part of the population that, 
even though benefits greatly from the service or good provided, is not able to pay for it, has 
difficult access to it or is unwilling to pay because of a value perception mismatch. One 
solution for sustainably engaging in these transactions is to develop business models in which 
there is a client segment that is able and willing to pay for the service or product and that is 
different from the intended beneficiary. By serving this paying client, organizations can serve 
intended beneficiaries as well, through cross-segment subsidies, in which the margin from the 
segment that is willing and able to pay is used to subsidize the client segment that cannot 
afford to pay. Another solution are models where some stakeholders are willing to pay for the 
product or service, such as individual donors, foundations, or governmental entities, even 
though they are not the ones who directly benefit from the service. 
The resulting matrix form the intersection of these two dimensions plots the typology 
of four social business hybrid models. 
 
 
Table 1 - Typology of Social Business Hybrids form F. Santos, Pache, & Birkholz (2015) 
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Market Hybrids  
Market Hybrids benefit from a strong alignment between social and economic 
activities and operate with an almost pure commercial model but with a social mission. They 
focus only in one activity, the provision of a set of goods or services with automatic 
spillovers. By focusing on commercial performance, Market Hybrids can enhance their social 
performance, which makes the risk for mission drift relatively low. It is usually easy to 
maintain financial sustainability, as long as clients are able to afford their offering. To ensure 
this, organizations are required to develop business model innovations that can keep the cost 
of the offering accessible. Examples of this kind of hybrids are organizations that provide 
access at low cost to basic products or services with strong spillovers such as water, 
sanitation, health care, energy, communications, and insurance.  
 
Blending Hybrids 
Blending Hybrids are organizations that serve paying clients who are also the 
beneficiaries of their societal mission. However, achieving the desired societal impact 
requires blending commercial offerings with other activities such as training or community 
outreach. These organizations need to develop two types of competencies: operational 
expertise to perform the commercial activity and the expertise for the required intervention to 
achieve social impact. They face a higher risk of mission drift because the additional activities 
required to create impact do not contribute to generating revenues and have a negative impact 
on profits. Microfinance, education, and social inclusion organizations that require changes in 
behaviour on the part of clients for impact to happen are included in this type of hybrids. 
 
Bridging Hybrids 
Bridging Hybrids attend to clients and beneficiaries who are from different groups and 
are required to bridge the needs and resources of both constituencies. This can be done 
through two main business models: by matching the complementary needs of clients and 
beneficiaries, such as disability integration venture, or resourcing to cross-segment subsidy, in 
which a high profit margin client segment subsidizes the offering to the low-income segment. 
There is risk of mission drift due to resource dependence patterns and the danger of 
prioritizing the needs of the paying clients over beneficiaries. The challenge of achieving 
financial sustainability is intermediate, as the social mission requires serving the needs of 




Coupling Hybrids also have clients and beneficiaries that are different and most value 
spillovers do not happen automatically, requiring further social interventions to the 
commercial operations. This makes them the most difficult hybrids to manage, requiring 
constant balancing of competing demands on their attention and resources. The risk of 
mission drift is high as they may be tempted to prioritize clients over beneficiaries and discard 
or reduce the focus on additional interventions that consume resources and do not contribute 
to the financial sustainability of the organization. Reaching financial sustainability is also 
difficult for Coupling Hybrids, not only form the additional costs from the extra interventions 
required to generate social impact, but also from the misalignment of beneficiaries and 
clients. As such, it usually requires governments or private donors to subsidize the activities. 
 
 F. Santos et al. (2015) provide generic frames of four types of hybrid social 
organizations. However, when looking at individual organizations their business models are 
adapted to their reality and the opportunities, context, people and resources they have acess to 
(Austin et al., 2006). For that reason, it is important to develop a business model for each 





c) Business Model    
 
 Baden-Fuller & Morgan (2010) have underlined the usefulness of business model to 
address and help solve an essential problem in management: lack of knowledge. Their 
research notes two perspectives on its definition. On the one hand, business models are 
“exemplar roles” to be copied by other organisations. On the other, they are simplified 
descriptions of a business organisation’s activity.  
 The first notion corresponds to a typology of business models, a top-down 
classification or sorting of businesses into groups of models which define abstract ideal types. 
This is done though conceptual and theoretical work and provides important ways in which to 
“expand our understanding of business phenomena and the development of ideal types”. 
 The second corresponds to the taxonomy of business models, a bottom-up evaluation 
of an organisation done through observation and empirical work. It is a tool to structure the 
analysis of an individual business, capturing its essential characteristics and more relevant 
aspects of its activity. It is this latter notion that we are looking to use in this dissertation.  
 Osterwalder & Pigneur (2009) define business model as a description of “the rationale 
of how an organisation creates, delivers, and captures value”. It encourages the entrepreneur 
to (1) conceptualize the venture as an interrelated set of strategic choices, (2) seek 
complementary relationships among elements through unique combinations; (3) develop 
activity sets around a logical framework and (4) ensure consistency between elements of 
strategy, architecture, economics, growth, and exit intentions (Morris et al., 2005). 
 One business model framework that is widely used and addresses all of these issues is 
Osterwalder & Pigneur's (2009) Business Model Canvas. It is effective in helping users 
understand an organization's business model by representing visually and creatively the 
elements of a business model and the potential interconnections and impacts on value creation 
and can facilitate the discussion, debate, and exploration of novel sustainable strategies while 








d) Business Model Canvas    
  
 In Osterwalder & Pigneur's "Business Model Generation" (2009) the authors have laid 
down a framework for how a business model can split into nine basic building blocks which 
cover the four main areas of a business: customers, offer, infrastructure, and financial viability 
and lay down a “blueprint” for a strategy to be implemented by the organization with 
structures, processes, and systems.  
 
 
Figure 2 - Business Model Canvas from Osterwalder & Pigneur's (2009) 
 
•  “Customer Segments” – defines the groups of people or organizations that an 
enterprise reaches or serves. It is central to the business model as without them the 
business cannot operate. They can be divided into smaller groups, depending on 
specific characteristics, such as needs and behaviours, and can be targeted differently. 
This separation is justified by the need of a different offer, distribution channel, 
relationship or even a different profitability or willingness to pay. 
 
• “Value Proposition” – describes the set of products or services offered to each specific 
“Customer Segments”, for whom value is created. It should solve the customers’ 
problem and cater to their necessities, either in an innovative way or with added 
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features and attributes compared to the offer of the market. Value can be created with 
innovation, better performance, design, customisation, status attribution, a lower price 
or cost reduction, risk reduction, convenience, accessibility or “getting the job done”. 
 
•  “Channels” – defines how an organization reaches and communicates with its 
customers to deliver the “Value Proposition”. They are the way in which customers 
and company contact and essential to raise awareness for the organization and its 
“Value Proposition” and allow customers to acquire the products or services and 
evaluate them.  
 
•  “Customer Relationships” – describes the different types of relationships a company 
establishes with specific customer segments.  
 
• “Revenue Streams” – describes the income generated by each “Customer Segment”.  
Depending on their willingness to pay for the product or service, the organization can 
generate different streams of revenue with appropriate pricing mechanisms. 
 
• “Key Resources” – identifies the essential assets to make the business model work – 
create and offer the “Value Proposition”, reach the costumers, maintain relationships 
and generate revenues. They can be physical, financial, intellectual or human. 
 
•  “Key Activities” – describes the most important things an organization does for the 
business model to work. They need to create and offer a “Value Proposition”, reach 
markets, maintain “Customer Relationships” and earn revenues. 
 
•  “Key Partnerships” – identifies the network of partners and suppliers that contribute 
to the success of the business model. It can be motivated by the need to achieve 
economies of scale, reduce risk and uncertainty or the acquisition of specific resources 
or activities. 
 
•  “Cost Structure” – describes all costs in which an organization incurs to operate the 
business model and can be calculated after analysing the “Key Resources”, “Key 
Activities” and “Key Partnerships”.  
19 
 Even though the Business Model Canvas includes the essential elements of a regular 
commercial business, it fails to appropriately encompass all the dimensions of a social 
business such as value creation and positive externalities. For that reason, we should consider 
beyond profit business models, adaptations and expansions of the regular Business Model 
Canvas that accommodate the unique dimensions of social enterprises.  
 
 
e) Beyond Profit Business Models    
  
 Osterwalder & Pigneur (2009) recognize that every organization that aims at creating 
and delivering value needs to generate enough revenues to cover its expenses, hence has a 
business model, including those other than for profit ones, such as social entreprisesnon-profit 
organizations, charities or public sector entities.   
 However, in social entrepreneurship ventures more than in regular for profit business, 
importance is given to the social value created, requiring a different canvas to study their 
business model - Beyond Profit Business Models.  
These can be divided into two groups considering the key issues they address: the 
Triple Bottom Line Business models, which account for environmental social and financial 
costs and benefits, and Third-Party Funded Models (e.g. philanthropy, charities, government) 
and the Social Business Model Canvas, which do not necessarily include the environmental 
aspect of value creation, and may only reflect the social value a business is creating.  
 
Triple Bottom Line Model 
 The Triple Bottom Line concept is an accounting framework that incorporates three 
different dimensions of performance: social, environmental, and financial. The Triple Bottom 
Line business model includes these dimensions, considering the positive or negative social 
and environmental impact of a business activity. In this case, the canvas is extended with two 
new blocks: “Social & Environmental Cost” and “Social & Environmental Benefit”. 
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Figure 3 - Triple Bottom Line Business Model Canvas from Osterwalder & Pigneur's (2009) 
 
 With this model, an organization aims to generate value by minimizing negative social 
and environmental costs and maximizing the benefits, while generating positive earnings 
without the help of outside donors to maintain and grow its activity.  
 
Third Party Funded Model 
 In this business model, the recipient of the service or product does not pay for it. A 
third party does, which can be the public sector, a donor or group donors. They pay the 
organization to fulfil its mission which can be of a social, ecological or public service nature. 
These parties hardly ever expect to receive direct economic benefit from the exchange.  
 
This type of business faces a stronger risk of misaligned incentives in value creation. They 
depend on the third parties for its financing, so they become the “customers” whilst the 
recipients are merely the receivers. With this there is a stronger incentive to create value for 




Figure 4 - Third Party Funded Models Business Model Canvas from Osterwalder & Pigneur's (2009) 
 
 Social Business Model Canvas 
 The Social Business Model Canvas by the Social Innovation Lab (2013) is another 
mutation of the Business Model Canvas used to analyse the business model of social 
organizations. It differs from the original by rearranging the distribution of the building 
blocks and including four new ones: 
 
•  “The Beneficiary Segments” – identifies who the beneficiary segment is (those 
who do not directly pay for the product or service), as well as the consumer.  
 
• “Social and Costumer Value Proposition” – lays out the captivating motivation 
that will drive customers to buy still considering the organization’s impact on 
society. 
 
• “Impact Measures” – clearly defines the kind of social impact the organization is 
generating and how it can be measured. 
 
• “Surplus” – describes what the organization does with the profits and how they are 









Figure 5 - Social Business Model Canvas from Social Innovation Lab (2013) 
 
 The Social Business Model Canvas does not require the organization to necessarily 
have separated donors (payers of the product/service) and recipients (consumers of the 
product/service) – they can overlap – nor does it require the business to have social and 
environmental costs and benefits - it allows for both situations to be considered using this 
frame. As such, it is a broader and more comprehensive model to use when building the 




f) The role of stakeholders   
 
 In order for social entrepreneurship to achieve its mission is essential that it creates 
mutually beneficial relationships with its stakeholders  (Haigh & Hoffman, 2012). 
 Though it is always important to engage and address stakeholders’ needs in any 
entrepreneurial venture, in social entrepreneurship this is particularly true. It often depends on 
external actors in order to sustain and scale up their activities and achieve its social mission 
(Austin et al., 2006).  They can be governments, employees and volunteers, direct clients and 
their communities, suppliers, partners such as other organizations and institutions, donors and 
foundations and can contribute for an enabling environment for the organization to work, 
provide resources for it to develop its work, partake in the achievement of its mission or 
benefit directly or indirectly from its activities. 
 It is critical for the social entrepreneurs to develop a large network that involves and  
garners support (F. M. Santos, 2012). Scholars have argued that external stakeholders (those 
outside the organization) are particularly crucial in influencing social enterprises’ strategies 
and their capacity to positively impact on society as agents of change (Battilana & Lee, 2014; 
Zahra et al., 2008). Furthermore, the successful involvement of external stakeholders helps 
the internal actors of an organization to maintain the engagement with its social mandate and 
counterbalancing mission drift (Ramus & Vaccaro, 2014). 
 Research has shown that there are three important steps in the stakeholder engagement 
process (Ramus & Vaccaro, 2014). First, an organization should identify the relevant 
stakeholders in accordance with its social priorities and objectives. Second, it is essential to 
dialogue with social stakeholders in the planning of the social projects, clarifying the 
objectives and strategies to address the organization’s mission, defining a social agenda of 
action and building a shared understanding of social values and objectives. Third, partnering 
with them in the implementation of the project provides consistency to the previous 





g) Value Proposition 
 
Empowerment of people 
 Nagler (2007) recognized the importance of social entrepreneurship in the creation of 
social and economic value and identified four significant positive impacts on the economic 
development of countries that might arise from it: (1) employment creation, especially 
significant for the disadvantaged segment of societies, (2) innovation and creation of new 
goods and services, often for unmet social needs, (3) generation of social capital, critical for 
sustainable social and economic development and (4) equity promotion, in view of the 
addressing of the needs of disadvantaged people. 
 Nikkhah & Redzuan (2010) argue that social organizations that specifically provide 
microfinance, initiate capacity building and self-reliance could promote empowerment among 
community members, and eventually community sustainable development (see Appendix 1). 
 Microfinance is defined as efforts to improve the access to loans and to saving 
services for poor people who have traditionally been excluded from commercial financial 
services. It has been promoted as a key development strategy for poverty eradication and 
economic empowerment and has the potential to effectively address material poverty, 
physical deprivation of goods and services and generate the income to attain them by granting 
financial services to households who are not supported by the formal banking sector 
(Schreiner, 2003). 
 Capacity building is the process by which individuals, groups, and organizations 
increase their abilities to perform core functions, solve problems, define and achieve 
objectives and understand and deal with their development needs in a broad context and in a 
sustainable manner (UNDP, 1997). It can be done by the social organizations through 
education, skill training and organizational support. 
 Self-reliance means trusting and helping local people use their willingness and ability 
and depend on their own available resources and technology they control and manage.  
 Social organizations that hold these objectives can, through microfinance, help 
members of community to create and access jobs, generate income and improve their general 
economic situation becoming economically empowered. Additionally, by developing the 
capacities of communities, they are able to motivate them to participate in projects to improve 
the quality of their lives. With this, social organizations act as capacity builders that help the 
community to achieve empowerment, particularly at an individual level. Finally, by helping 
local communities to discover their potential they are mobilized to be self-reliant.  
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 Empowerment is where people have greater control over livelihood resources, and 
when people become fully empowered, they can contribute toward sustainable development 
(Lyons et al., 2001).  
 
Refugees 
 In the specific case of refugee communities, this path to empowerment still holds true 
(Jacobsen & Fratzke, 2016). It is pursued through livelihood programs which, on the one side 
aim to boost refugee employability or facilitate entrepreneurship and on the other create work 
opportunities or connect refugees with employers 
 These programs in refugee camps are often done with partnerships between aid 
agencies, such as UNHCR and national and local NGOs and various government 
departments. Their success often depends on the political and policy context in the host 
country, the types and extent of economic opportunities available in the host economy and the 
capacity and willingness of refugees to invest in livelihoods. 
 Nevertheless, researchers have found that when given the right conditions, such as 
freedom of movement and the right to work and create businesses in the host economy,   
(Betts et al., 2014) refugees often make a positive contribution to the host state economy by 
creating and innovative business and solutions to their situations and employment 






iii. Case Study 
 
a) Introduction  
 
 The African Entrepreneur Collective (AEC) is a social organization and an umbrella 
for four programs, business incubators and accelerators in East Africa. It supports young local 
entrepreneurs to grow their existing businesses in a wide range of industries.  
 It was founded in 2012 by two Americans, Julien Oyler and Sara Leedom. Since its 
inception in Rwanda, it has helped create over 1200 jobs3, contributing to the employment of 
local people and the promotion of the country’s economic and social development. 
Furthermore, it has also seen quick growth and achieved remarkable goals (see Exhibit 1). 
 Currently, it works with entrepreneurs from Rwanda and Tanzania and is registered in 





“AEC was founded on the simple belief that when you help someone realize their potential – 
when you push them to thrive more than they ever thought possible – they not only change 
their lives but also their families and communities.” 
– AEC’s Annual Report 2014 
  
 The inspiration to start AEC came to Sarah and Julienne in one journey through West 
Africa in 2012. In Mali they met Assigue, a well-educated young man but who had little 
economic opportunity. He worked as tour guide, hustling to find people to go on three-day 
walking treks. Sarah and Julienne went on one of those treks and got into long conversations 
with him. In one of those, he commented that he would like to build a hotel, to invest and stay 
in his community and be close to his family and even though he did not have the money for 
that, he was trying to save some money to build a small guesthouse. 
 Sarah and Julienne appreciated his motivation but noted that he had no idea about 
what that kind of business entailed –  how to build or buy an hotel, find financing, develop a 
                                                
3 Numbers form the most recent Annual Report (2015) 
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marketing strategy, website or understanding liability issues that come with running a hotel - 
and most crucially, he did not know whom to ask. 
 As soon as they started offering ideas, hoping to see Assigue succeed, they realised 
how fulfilling it would be to help more people like him. 
 Julienne and Sarah had always been passionate about social justice and social change 
so at the end of the 6-month travels the idea of creating a project to help young entrepreneurs 
in Africa had taken hold of them. They started by talking to local service providers such as 
government officials, healthcare workers and teachers to learn what supports were already in 
place and what was missing from the entrepreneurial ecosystem. They understood that the 
organization they were planning to build would have to go beyond providing simple start-up 
support so AEC was created with its own model - a platform to provide ongoing support 





AEC’s founders’ choice of Rwanda as the starting place for their organization was not a 
random one. They already had some knowledge and experience on the region but most 
importantly they believed that the political and social economic environment was the right 
one to receive the help they were looking to provide.  
 Rwanda is a small landlocked country in East Africa. It is bordered by the Democratic 
Republic of Congo, Tanzania, Uganda and Burundi (see Exhibit 2). Its population is of about 
13 million people, mainly divided into two big ethnic groups: Hutu (84%) and Tutsi (15%)4. 
 This divide has always generated ethnic tension. However, in 1994 it escalated into a 
civil war and genocide. Between April and June, over the span of 100 days, 800.000 people 
were killed, mostly Tutsis, whereas most of those who perpetrated the violence were Hutus.  
 Since then, the country has focused heavily on stabilizing and rebuilding through 
social and economic development through strategic programs like “Vision 2020” and “The 
Second Economic Development and Poverty Reduction Strategy”. These programs aim at 
transforming the country by reducing poverty, health problems, making the nation united and 
democratic and moving the country from a low-income agriculture-based economy to a 
knowledge-based, service-oriented economy with a middle-income country status by 2020.  
                                                
4 CIA World Fact Book - Rwanda. Retrieved on January 22nd 2017 
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 Years later, the country has been able to make important economic and structural 
reforms and sustain its economic growth rates (see Exhibit 3) and in 2012, 12 out of the 47 
indicators in the original Vision 2020 had already been achieved and 16 were well on-track5.  
 This effort also translates into the creation of a supportive environment for enterprises 
to thrive (see Exhibit 4). The speed with which entrepreneurs can register online a formal 
business has been improved, making it one of the fastest worldwide, stronger protections for 
investors have been put into place, infrastructure for online payments has been created, access 
to energy eased, there has been strong investment in education of the youth and workforce 
and there is practically no reported corruption.   
 However, access to finance remains difficult, particularly to small enterprises, as 
Rwandan banks are not interested in loaning funds to such businesses. This means that local 
entrepreneurs are faced with high interest and collateral demands.   
 Additionally, roughly 70% of the population is under 35 years old, and 90%6 is 
working in subsistence farming. Though the private sector growth should be able to create 
jobs for thousands of young people to move off farms each year, it is still dominated by micro 
enterprises that employ only 1-2 people and while young people are motivated to create their 
own jobs through entrepreneurship, they often lack the skills, networks, and capital needed to 
grow their businesses to the size where they can create jobs for others.  
 
 
d) Vision, Mission and Values 
 
 AEC’s vision is for an African continent with low unemployment, engaged young 
people, and widespread access to life-improving products and services. It sees a continent 
where the never changing “African problems” are solved with home-grown solutions, driving 
the continent to peace and prosperity.  
 Its mission is to identify and support high potential local entrepreneurs and provide 
them with capacity building services, mentorship, technical assistance, and access to 
affordable capital. By helping these local entrepreneurs to grow their businesses, AEC helps 
them creating jobs for their communities, countries, and continent.  
                                                
5 “Vision 2020 – Progress and way forward”, Republic of Rwanda - Ministry of Finance and Economic 
Planning (2013) 
6 CIA World Fact Book - Rwanda. Retrieved on January 22nd 2017 
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 Its values guide everything AEC does, working as a compass and an anchor in the 
complexity of its activities: 
 
 
“All problems on the 
continent have 
solutions already on 
the continent” 
By bringing innovations to market and employing the local 
labour force, African entrepreneurs are providing economic 
opportunities and helping their communities with new home-
grown ideas. The role of AEC is to identify those solutions and 
help with the resources to make them scale.  
“People are the source 
of all great things” 
AEC believes that everyone has untapped potential to achieve 
greater things so it supports people to achieve it.  
“We are all in” AEC understands that the entrepreneurs they work with do not 
have 9 to 5 jobs and that successful entrepreneurs are all in. As 
such, AEC is committed for the long run. 
“We strive to do things 
perfectly and the hard 
things thoughtfully” 
AEC recognizes that everyone makes mistakes, however we 
should look to learn from those mistakes, whilst avoiding the 
unnecessary ones. At AEC easy things are done to perfection and 
challenges are approached with strategy and thoughtfulness, by 
leaning on other people and asking for help when we need it.  
“We are serious” AEC team of experts are serious about their jobs, take pride in 
their work and that of their colleagues, respect their clients and 
commitments.  
“We don’t do this 
alone” 
AEC recognizes that its achievements and the success of our 
entrepreneurs are not solely due to its effort but also to the 
support of volunteers, staff, donors, partners and mentors. 
Partnerships are key to its work building a movement of 
believing in the power of young African entrepreneurs. 
“We eat goat” The last one is a metaphor for celebrating AEC’s and its 
entrepreneurs’ successes four times a year. 
Source: AEC’s Annual Report 2015 
Table 2 - AEC's set of values from AEC’s Annual Report 2015 
 
“Staying true to these values means staying true to our clients, stakeholders and ourselves.” 





 Before starting AEC, its two founders had lived and travelled extensively throughout 
Africa and had already a vast experience in education and international development and 
growing and managing social organizations.  
 
 
Source: AEC’s website 
Figure 6 - Part of AEC's team from AEC’s website 
 
 As of 2015, the rest of the staff consisted of 16 people divided among AEC’s projects 
(see Exhibit 5) who collaborate to find the best solutions for AEC’s clients. All the permanent 
staff are local, many of whom were born and raised in Rwanda, but also from the USA and 
the UK. The majority holds degrees in Economics, Management and Finance-related areas 
and have had experience with business development and entrepreneurship. 
AEC also relies on the work of volunteers and mentors, experienced business 
professionals from around the world who come to Rwanda and offer some time to AEC to 
work with the entrepreneurs. Up to now AEC has worked with 45 mentors from 27 different 
countries. They have come from institutions and companies such as Oxford University, New 










Source: AEC’s website 
Figure 7 - AEC’s main partnerships from AEC’s website 
 
 AEC has established significant partnerships essential for its work (see Exhibit 6). 
They partner with the government through the Rwanda Development Board, responsible for 
investment in Rwanda and Small and Medium Enterprises. Foundations such as Segal Family 
Foundation help fund and finance AEC’s and NGO’s and institutions, like Spring, 
Opportunity International, Gain, African Leadership Network, Akilah and AIP, are essential 
partners in the promotion of entrepreneurship and it is often with them that AEC organizes 
events and develops projects. Finally, Kiva is an essential partner as it provides the loans for 
the entrepreneurs. This relationship requires trimestral visits and audits from the 




 Its headquarters are in in Kigali, Rwanda where they work, meet with entrepreneurs 
and host events. It has another office in San Francisco, USA, where it is registered as a non-
profit and in Moshi, Tanzania. 
 
Financing 
 Most AEC’s financing is coming from its activity (the fees paid by its clients from 
services provided) and interest income from the leases provided to the clients through Kiva’s 
financing (see Exhibit 7). 
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 However, the support of donors and foundations remains key to the work AEC is 
doing. For instance, the organization recognizes that the fee charged to entrepreneurs covers 
only 25% of the actual cost of each client. However, it is unable to increase prices, as this is a 
key feature of the kind of service they want to provide. 
 
Sources of Income (in US dollars) 2015 2014 
Grants (Foundations and Corporations) 134 173 219 201 
Individual Donors 127 705 31 686 
Earned Income 204 164 26 929 
Interest (Leases) 9 085 7 400 
Total Income (in US dollars) 475 127 285 224 
Total Expenditure (in US dollars) 434 819 254 546 
Source: AEC’s Annual Report 2014 and 2015 
 
Table 3 - Extract of AEC's Financials from the Annual Report 2014 and 2015 
 
 
f) Current Activities and Projects Overview 
 
 AEC’s model to provide solutions for entrepreneurs is grounded in six elements 
present across all its projects: focus in local entrepreneurs, develop entrepreneur capacity, 
provide long term support, engage in pipeline development, open new markets and offer 
direct access to affordable capital. 
 
“Small businesses are as unique as the stripes on a zebra.” 
– AEC’s Annual Report 2014 
  
 AEC believes that even though the businesses may suffer generically similar 
problems, in practice they can be incredibly varied depending on their capacity, history, 
market and people. For that reason, AEC provides tailored advice to each of the entrepreneurs 
in all the different projects and incubators.  
 Entrepreneurs find AEC through its website and social media presence, word of mouth 
from other clients or requests from its partners. AEC also organizes bi-monthly Kigali 
Entrepreneurs meet-ups, open workshops and other events to raise awareness about their work 
and gather potential clients, partners and investors as well. 
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Source: AEC’s Annual Report 2015 
Figure 8 - AEC's collective of programs adapted from AEC’s Annual Report 2015 
 
Inkomoko 
 AEC's flagship accelerator works with young Rwandan entrepreneurs who seek to 
grow their businesses, but lack the skills and financial resources to do so. Each year 100 
clients purchase 12 months of services for $1,000, which includes comprehensive businesses 
consulting (business assessment, training, consulting, mentorship and eligibility to access  
low cost capital and a lease program to help businesses grow and create local jobs). 
Additionally, entrepreneurs can purchase premium ad-ons (to develop a business plan, 
branding and website, access investment, finance, human resources and management 
advisory). 
 AEC offers expert support in a wide range of industries: agribusiness and food 
processing, construction, energy, education, health care, information and communications 
technology, manufacturing and retail services and professional services and works with the 
entrepreneurs on their sites, travelling to meet them where they are developing their 
businesses. 
 Inkomoko represents 70% off all the work AEC does, being the main activity of AEC. 
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AEC Rwanda Trustee 
 In partnership with Kiva, AEC provides microfinancing to its entrepreneurs often 
essential for the growth of their businesses. It offers direct financing at a lower rate than local 
banks and with favorable repayment terms. This investment has been correlated with a 
significant increase in job creation and revenue in the initial 6-months.  
 All AEC Rwanda Trustee clients are part of Inkomoko. Once their challenges have 
been addressed and clients meet the appropriate loan requirements, clients can loan an amount 
between $5 000 and $50 000, with a 14% interest annual percentage rate and benefit from a 
flexible repayment schedules, based on each business cash flow projections.  
 Additionally, AEC Rwanda Trustee provides leasing programs for expensive 
equipment to businesses, which entrepreneurs would not be able to buy otherwise. This helps 
reduce upfront costs and the need for additional collateral, minimizing the risk for 
entrepreneurs. 
 
African Innovation Prize (AIP) 
 This is a competition that inspires student innovation and entrepreneurship in Rwanda 
and Burundi. The program consists of training, mentoring, and a two-part business plan 
competition to help students turn their initial business idea into reality. AIP winners work 
with Inkomoko and receive business development support. 
 
Spring  
 AEC provides strategic consulting and advising to the Rwandan enterprises who are 
part of this competitive accelerator, aimed at businesses that have a positive impact on the 
lives of young girls in Rwanda, Kenya, Uganda, Ethiopia, Tanzania, Pakistan, Nepal and 
Bangladesh. It is a 5-year program which provides finance, expert mentors, and technical 
assistance to selected businesses.  
 
Anza 360  
 In partnership with the local organization Anza, this is AEC’s year-long accelerator 
program for social entrepreneurs in Tanzania, which offers a comprehensive suite of services 
like Ikomoko’s to help social businesses scale up, have greater impact, and impact the lives of 
low-income Tanzanians. It started at the end of 2015 and aims to work with 50 local 




 The filed experience AEC has amounted in Rwanda has proven essential for the 
provision of consulting services to foreign companies or international organizations who are 
looking to expand their activities to Rwanda with stronger and better informed plans. Though 






 AEC’s vision is to help African entrepreneurs create sustainable jobs in their 
communities. Given this, the impact created by the organization can be measured by the 
number of entrepreneurs successfully helped and the number of jobs created by these 
entrepreneurs since they started working with AEC. 
 As of the end of 2015, AEC had helped 186 entrepreneurs in Rwanda who had created 
1214 jobs in their businesses. Out of these, 84% were completely new to the market and 82% 
were created in rural areas, which are the ones that suffer the most from the lack of 
employment. Additionally, 75% of the businesses AEC has helped have survived. AEC has 
provided 8750 hours of mentorship in 2015. 
 Regarding AEC loan program, it has invested $400,000 directly and helped its 
entrepreneurs raise $920,000 of capital. 95.4% of these loans are repaid, generating a return 
on investment of 1.06 for AEC.   
 
 2015 2014 
Jobs created (accumulated) 1214 406 
Number of entrepreneurs (accumulated) 186 100 
Consulting hours 8750 124 
Number of mentors 45 27 
Loans $400 000 $268 000 
External funds raised $920 000 $278 000 
 Source: AEC’s Annual Report 2014 and 2015 
 





Source: AEC’s Annual Report 2014 
 
Figure 9 - Businesses industries’ and entrepreneurs’ demographics form AEC’s Annual Report 2014 
 
 Given the positive results it has had in Rwanda, at the end of 2015 AEC expanded in 
Tanzania where it will help 50 entrepreneurs besides the 100 entrepreneurs in Rwanda. In 
2017, it is looking to expand into a third country and to have helped a total of 200 new 
entrepreneurs. In 2022, 10 years after it begun its work, it expects to have helped create a total 
of 30,000 jobs across 7 African nations.  
 Achieving and sharing the impact created has been essential for AEC to continue its 
work. Having local entrepreneurs be successful through AEC’s support and services has 
helped the organization increase the number of clients as most new clients arrive from 
positive references of previous and current clients. Furthermore, it serves as evidence to the 
foundations and donors whose investment has had effect on the local communities. AEC 
communicates these results through events, online presence and regular sharing of updates 





h) New challenges  
   
 In October 2016 AEC took in a new challenge by partnering with UNHCR in a project 
to support entrepreneur refugees to start their own business. 
 In Rwanda, there are 150,000 refugees from Congo and Burundi staying at various 
refugee camps from UNHCR (see Exhibit 8) where the World Food Program (WFP) has been 
responsible for providing daily supplies of food and goods. However, in three camps 
(Nyabiheke, Kigeme and Gihembe) UNHCR and WFP are implementing a new strategy 
where instead of providing non-food items like soap, sanitary pads, and blankets, the 
equivalent in mobile money will be given to refugees. This shift to cash will enable refugees 
to decide where they want to spend their money, creating in-camp economies and allowing 
entrepreneurial refugees to start and grow their businesses. 
 Together with this change, UNHCR invited AEC to create an entrepreneurship 
program for the refugees for three years. The project is composed of three levels designed to 




In the first phase 400 refugees (100 from each of the three camps and 
100 urban refugees) take part in interactive workshops on human 
centred design where AEC will help in identifying market 
opportunities and prototype innovations, amounting to a total of 200 
hours of support. 
Launch & Grow 
Businesses 
Based on the business plans and ideas developed, 100 entrepreneurs 
(25 from each group) receive one-on-one market entry support, 
strategic consulting, mentorship, and capacity building classes, 
totalizing 1500 hours of help. 
Remove Barriers to 
Success 
The refugee entrepreneurs that arrive at the second phase are eligible 
to access affordable, flexible small loans without burdensome 
requirements and collateral that AEC Rwanda Trustee provides. 
Source: AEC’s website 
 
Table 5 - UNHCR project’s levels adapted from AEC’s website 
 
The program will provide support like that of Inkomoko, but condensed into 4 months, 
so each year AEC expects to work with 800 refugees in the first phase, identified with the 
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help of community leaders and agencies’ workers. It is expected that out of each cohort of 
100 refugees arriving at the second phase, 200 new jobs will be created, taking advantage 
from the fact that in Rwanda refugees can walk out of the camps and engage with the local 
economy. 
 The cost of each of the three contracted years of the project is estimated to be of  
$100 0007, which has already been fully secured by UNHCR for the first year. Additionally, it 
demands more from AEC’s team. Not only are the three camps far from Kigali, where AEC is 
located - one is one hour away and the other two are three hours and thirty minutes away - but 
it also requires a lot of time to be spent supporting the refugee entrepreneurs.  
 The size and scope of this new project has AEC facing significant and important 
changes in their organization. Not only is a new partner involved in the activities and 
financing, but it will also require creating a new team focusing solely on this new project and 
adapting its approach to a new group of clients. All in all, it will require the adjustment of 
AEC business model.  
  
                                                






 2013 2014 2015 
January 
• AEC launches • Partnered with Opportunity 
International to provide 
trainings 
• Recruited the 140th 
entrepreneur 
February 
• Starts full 
accelerator services 
with a beta group of 
entrepreneurs 
 • Arrived at more than $250,000 
in investments 
March 
• Hired 1st staff 
• Opened offices 
• First mentors arrive 
 • AEC entrepreneurs Jean Bosco 
Nzeyimana and Ange 
Imanishimwe were selected as 
2015 Washington Mandela 
Fellows and met President 
Obama  
April    
May    
June 
• Started accelerator 
program 
 • AEC entrepreneur Jean 
d’Amour was honoured with 
the Queen’s Young Leaders 
Award at Buckingham Palace  
July 
• Partnered with Kiva 
to fund loan 
program and 
distributed the first 
loan 
• Reached more than 100 
clients 
• Launched Spring Accelerator  
• Hosted 2015 Enterprise 
Rwanda Conference  
• Conducted trainings for 
Opportunity International  
August 
• Welcomed the first 
cohort of 20 
entrepreneurs 
 • AEC Co-founder Julienne 
Oyler featured on CNCB 
Africa  
September • Grew staff to 5 • Presented at Social Capital Markets annual conference 
• Moved for a new office with 
an 18 people staff 
October 
  • Participated in the African 
Philanthropy Forum   
November 
 • Nationwide search for 
Rwanda’s Best Young 
Entrepreneur and presented 
award at African Leadership 
Network annual gathering 
• Trained refugee students from 
Burundi at the Akilah Institute 
for Women   
December 
 • Increased fund to $250,000 • Expanded into a second 
geography 
Source: AEC Annual Report 2015 and 2014 
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• BA in African History from Georgetown University and an 
MBA from Yale School of Management; 
• 10 years’ experience working in education and international 
development; 
• Has lived in Africa before and has held leadership and strategic 





• MBA from Oxford’s Said Business School; 
• 15 years’ experience in growing and managing social impact 
organizations. 
Jeff Pilisuk Managing Director • 20 years’ experience developing new products and marketing 
programs, incubating new businesses, and advising and 
mentoring SMEs and entrepreneurs.  
Nathalie 
Nioyzima 
Director of Finance 
and Operations 
• BA in Business Administration Majoring in Accounting; 





Creative Director • Various certificates and diplomas in CISCO Networking, 
computer repair and maintenance, electronics, web design, 
graphic design, database design and programming; 
• Over four years of work experience in designing. 
Deo 
Gakuba 
Accounting Manger • BSc in Administration, specializing in Accounting; 


















• MSc in Public Administration and Social Work;  
• Over five years’ experience building the internal evaluation 
capacity of NGOs, higher education institutions, and UN 
system organizations.  
Sabrina 
Mutanga  





• BSc Economics, majoring in Development Studies; 
• Over five years of experience supporting start-ups and young 
organisations, focused on entrepreneurship development and 




Business Analyst • BSc in Agricultural Economics and Agribusiness; 






• BSc in Accounting; 
• Worked with local and international companies and NGOs in 
finance and accounting positions; 







• BSc in Economics and has an extensive experience in business 





• Communication specialist with a deep focus on education.  
Source: AEC’s website 
 







• (see above) 
Claude 
Mazimpaka 
Portfolio Manager • BA, MBA and PhD finalist in Strategic Management; 






• BSc in Economics and MSc in Development Economics; 
• Four years’ experience in banking and is an active member of 
the Economic and Policy Research Network.  
Source: AEC’s website 
 






• MBA in Project Management and a BSc in Economics; 






• BSc in Monetary Economics prior to joining as staff member, 
he served as AIP’s student ambassador for 3 years. 
Source: AEC’s website 
 
Anza 360 Team  
 
Albert Njau Relationship 
Manager 
• BA in Microfinance and Enterprise Development; 
• Four years’ experience facilitating Tanzania entrepreneurs to 






• MBA and BA in Accounting and Finance; 
• Supporting SME development for several years. 
Source: AEC’s website 
 





Name of the Partener Description 
 
Akilah is a Rwandan education institute that offers specialized studies 
that enable young women to achieve economic independence and obtain 




Kiva is an international non-profit, founded in 2005 that supports people 
looking to create a better future for themselves, their families and their 
communities, by providing loans with more flexible terms through a 
network of supporting lenders, Field Partners and Trustees. 




The Rwanda Development Board is a governed agency that deals with all 
aspects related to investment and the development of the private sector. It 
works to address the needs of companies of all sizes and both local and 
foreign investors. 




Anza is a business accelerator helping entrepreneurs in Tanzania to 




Opportunity International provides access to affordable financial 
solutions to empower people living in poverty in 24 countries in order to 




Global Alliance for Improved Nutrition (GAIN) is an international 
organization that tackles human suffering caused by malnutrition by 




The Segal Family Foundation supports exemplary organizations finding 
local and scalable solutions to Sub-Saharan Africa’s most pressing 




Spring is an accelerator working with entrepreneurs whose businesses 
can help transform the lives of poor and vulnerable girls aged 10-19 
living across East Africa and South Asia. It partners with world-class 
experts and local organization to support these businesses to create 
innovations with purpose and commercial potential. 
It is funded by UK’s Department of International Development, the USA 





The African Innovation Prize is a UK based non-profit organization 
founded by Cambridge University Graduates in to sport student 
innovation and entrepreneurship in Africa by promoting university based 




Echoing Green works to build a global community of emerging leaders 
that create positive social impact - social entrepreneurs, impact investors, 
philanthropists, or business leaders who want to use their acumen to 




African Leadership Network is a community of the most dynamic and 









The UNHCR is the United Nations’ Refugee Agency dedicated to saving 
lives, protecting rights and building a better future for refugees, forcibly 











IN	US	DOLLARS	 2015 2014 
INCOME   
Ordinary Income 
  
Grants  134 173   219 201  
Individual Donors  127 705   31 686  
Earned Income  204 164   26 929  
Interest Income - Leases  9 085   7 408  
Total Ordinary Income   475 127   285 224  
   
Other Income 
  
Rental Income  10 370  
 
Bank Interest/Exchange Gain   385  
 
Total Other Income   10 754   
TOTAL INCOME   485 882   285 224  





Staffing Expenses   
Salaries  200 164   102 622  
Insurance &Taxes  55 183   14 656  
Consultants  21 096  
 
Staff Development  2 905   2 400  
Total Staffing  279 348   119 678  
Programmatic Expenses 
  
Client Support & Training   10 384   11 141  
Mentor Program & Guest House   26 697   18 298  
Outstanding Entrepreneur Award   20 000   20 000  
Capital Lease Expenses  13 661   869  
Total Programmatic  70 742   50 308  
Administration & Fundraising  
  
Office Expenses  24 532   21 498  
Travel & Conferences  24 818   10 918  
Legal & Accounting  7 997   3 403  
Bank fees & Exchanges  5 932   2 347  
Marketing & Communications  3 137   13 278  
Meals & Miscellaneous  960   1 528  
Rwanda Administrative Taxes  6 710   20 345  
Utilities  3 585  
 Total Administration & Fundraising  77 662   73 317  
Capital Expenses 
  
Fixed Assets  833   9 750  
Depreciation  6 234   1 526  
Total Capital Expense  7 067   11 276  
TOTAL ORDINARY EXPENSE  434 819   254 579  
   
NET INCOME  51 063   30 645  
 
Source: AEC’s Annual Report 2014 and 2015 
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Table 9 - AEC’s Financials adapted from Annual Report 2014 and 2015 
Exhibit 8 
 
Source: UNHCR                        





iv. Teaching Note 
 
 The case study of African Entrepreneurship Collective describes the business of a 
social organization that works in developing countries. By supporting local entrepreneurs to 
grow their businesses, with local employees and resources, it has positively impacted their 
communities. Started in Rwanda, it is expanding and widening the range of activities by 
providing similar support to refugees. This change will have an impact on the business model 
of the organization, bringing about new challenges. 
 
 
a) Learning Objectives 
 
 The AEC case study can be discussed by Management students interested in Strategy, 
Social Sector, Social Entrepreneurship and Social Innovation.  
 The expected learning objectives in this case are: 
- To apply the Social Business Model Canvas to understand the business model of a 
social entrepreneurship venture; 
- To understand AEC’s current mission and value proposition; 
- To comprehend the importance of stakeholders for social organizations in creating and 
delivering value; 
- To highlight the implications of the expansion of an organization’s activity on its 
business model and explore the strategic challenges and opportunities of a new 
project; 
- To build skills in brainstorming about social entrepreneurship. 
 
 
b) Suggested Teaching Methods 
 
 As a case study teaching method in classroom, we suggest a class discussion and 
brainstorming guided by the three questions presented below as teaching questions (TQs), 




• TQ1 What is AEC’s current business model? What is its value proposition and the 
relevance of stockholders in delivering it? 
• TQ2 What are the strategic challenges and opportunities in the new project for refugee 
entrepreneurs? 
• TQ3 How does the business model change with the new project? 
 
 Students are expected to prepare the case study through a careful and complete read to 
understand AEC’s mission, activities and stakeholders and the new challenges it faces. 
 In class, the lecturer could engage students in pairs or trios to analyse the case. We 
suggest that students start by answering TQ1 filling in the Social Business Model Canvas 
framework in groups, which should be made available beforehand, and debating the second 
part of the question. After that, each group should volunteer to complete a Social Business 
Model Canvas on the board followed by a guided and collaborative class discussion on the 
second part of TQ1. After that, a similar process should happen for TQ2 and TQ3 which can 
be answered simultaneously, first in groups and then with the whole class. 
 
 
c) Teaching Questions and Discussion 
 
TQ1 - What is AEC’s current business model? What is its value proposition and the 
relevance of stockholders in delivering it? 
 The first question is the most complex involving a structured analysis of the overall 
business, with emphasis in the value proposition and stakeholders.  
 Students will identify AEC as a social organization, in particular a non-profit with 
income-generating activities, therefore a Hybrid Organization. By using F. Santos, Pache, & 
Birkholz (2015) matrix of typologies of hybrid organizations, students can identify which 
model best matches the characteristics of AEC, allowing for a clearer idea of AEC’s business 
model. The following table summarizes the two dimensions that define the matrix and their 






Dimension Organization Analysis 
Value 
Spillovers 
The value that AEC delivers is contingent on further intervention from the 
organization. It offers solutions to entrepreneurs, such as business 
consulting and affordable financing, but to generate a sustainable positive 
impact (to make their businesses successful so that they are able employ 
more people) it requires continuous support and monitoring by AEC. 
Clients and 
Beneficiaries 
The direct beneficiaries of AEC’s activity are its entrepreneurs who pay a 
fee for the services provided. AEC’s activity is also subsidized by 
individual donors and foundations who look for tangible results in terms of 
social impact created, which is the same as the objectives beneficiaries look 
for – sustainable businesses and job creation.  
 
Table 10 - Typologies of hybrid organizations applied to AEC 
 
 Based on this analysis students should be able to identify AEC as a Blending Hybrid.  
This means that the organization is subject to an intermediate risk of mission drift – additional 
activities required to create impact do not contribute to generating revenues, and in this case, 
it is moderately difficult to achieve financial sustainability. In fact, not only does it require 
that clients pay but AEC also needs to foster a relationship with the donors and foundations to 
ensure their continuous support. 
 From this analysis students can reflect on which Beyond-Profit Business Model 
Canvas best fits the business model of AEC.  The Triple Bottom Line canvas can be excluded 
as though AEC creates social value, there is no relevance given to environmental costs and 
benefits. The Third Party Funded Models Business Model is closer to that of AEC; however, 
the organization does not rely solely on donors to finance its activity, since part of its 
beneficiaries pay for the services provided. Conclusively, the Social Business Model Canvas 
is the one that fully depicts AEC’s business model and includes more building blocks that 
clarify AEC’s strategy. 






 AEC’s team is at the basis of the value it delivers. Its experienced employees, the 
volunteers and mentors are essential pieces in the activity of AEC. The donor and client 
network and the local contacts are important to find new clients, partners and financing the 
organization. Additionally, the access to Kiva’s loans supports its microfinancing activity. 
Finally, AEC’s website and social media pages are provide information and reach interested 
people, partners and clients. 
 
Partners + Key Stakeholders 
 The direct beneficiaries of AEC are its clients, who see their businesses grow and 
thrive with AEC’s help. Indirectly, the people they employ and the communities they work in 
benefit from the increase in economic activity and new sources of stable income. As 
mentioned, current and past clients are important in sharing AEC’s benefits and activities and 
bringing in more clients. Furthermore, project partners such as Kiva, Spring, Anza and AIP 
are essential in the development of their specific projects (and in the case of Spring, is also 
important for financing it) and other organizations like Akilah, Opportunity International, 
Gain and Africa Leadership Network which partner in unique events. The government, 
through the Rwandan Development Board, is also a supporting partner, represented in the 
Board of Directors. Finally, institutional donors, such as the Segal Family Foundation, and 
individual donors have been essential for AEC’s financial sustainability. 
 Throughout its activity AEC maintains a strong and open relationship with its 
stakeholders (by involving them in the projects and planning of the organization and sharing 
information about its impact). Maintaining this successful and strong relationship with 
stakeholders, where everyone is to gain, is indispensable for AEC. Financing partners who 
invest in the accomplishment of AEC’s mission to help create more jobs are key to sustain the 
organization’s activity (if it was to rely only on the fees of its clients, AEC would either have 
to lower its reach and quality or significantly increase prices which entrepreneurs would most 
likely be unable to pay). Local and project partners help AEC diversify its reach and the 
network of successful clients allows the organization to grow its business and reach new 
businesses in need. 
 
Key Activities 
 AEC’s main activity is to provide consulting services to entrepreneurs in East Africa 
as well as affordable loans and leases that enable their businesses to grow successfully and 
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sustainably.  Furthermore, it provides workshops and promotes entrepreneurship (such as the 
AIP competition) among local entrepreneurs and potential ones. Finally, as a complementary 
source of income, it provides consulting services on Rwanda to foreign organizations. 
 
Type of Intervention 
 AEC provides two types of interventions: services, such as strategic consulting, 
mentoring, training and education and access to capital, and a product: access to affordable 
loans and leases. 
 
Channels 
 AEC reaches new clients mainly through its local network of partners and clients often 
through events. The online presence complements this and allows the organization to share 
information with current and previous clients as well as its network of partners and donors. 
The Annual Report is the other resource through which it provides evidence to key 
stakeholders about its yearly activity and the impact it has created. 
 
Segments 
 The Segments’ block is divided in two: beneficiaries and customers. AEC’s 
beneficiaries are the entrepreneurs it works with, their employees and ultimately the 
communities where they have their activity. Its customers are also these entrepreneurs, who 
pay for the services provided. Individual and institutional donors and foundations are also 
clients as they contribute financially to AEC’s activity in exchange for impact creation. 
Lastly, the foreign organizations who look for consulting services about the country are also 
included in this group.   
 
Cost Structure 
 AEC’s costs (2015) are divided in Staffing (around 65%), such as salaries and staff 
development, Programmatic (16%), which includes client support and the mentor program, 
Administration & Fundraising (18%), accounting for subjects such as offices’ rent, taxes and 
marketing and Capital Expenses (1%) with fixed assets and depreciation. 
  
Revenue 
 AEC’s revenues (2015) are divided in two main sources Ordinary (98%) and Other, 
such as rents and exchange gain (2%). Included in Ordinary Income is Earned Income (42%) 
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from services provided, Grants (28%) from Foundations and Institutional Donors, Individual 
Donors (26%) and Interest (2%) form the loans and leases provided.  
 
Surplus 
 On both 2014 and 2015 AEC registered a surplus, which has been used to increase 
operations and extend the number of entrepreneurs and countries where it works in order to 
increase its impact. 
 
Value Proposition 
 AEC value proposition is to help at least 100 entrepreneurs to sustainably grow their 
business, address local problems and market lacunas and create jobs for locals. AEC does this 
by developing entrepreneurs’ capacity, providing long term support, engaging in pipeline 
development, opening clients to new markets and providing access to microfinance. This 
intervention leads to economic, individual and social empowerment towards a sustainable 
community development. 
 Its impact can be measured through the number of entrepreneurs helped, the number 
of jobs they have created after engaging with AEC, and the value of the loans provided, as 
well as how much of those were repaid. 
 Ultimately, for the costumers, those who pay for the services and goods, the relevant 
value created lies on the development of local enterprises that employ local resources and 
people, who otherwise would not have a job or would be underemployed. Moreover, it 
promotes the creation of solutions by locals, who are the ones aware of the problems and the 
solutions that work.  
 
 The students should fill in the Social Business Model Canvas with this information in 
groups and then discuss it with the class to create a final design (see Appendix 2). 
 
 
TQ2 - What are the strategic challenges and opportunities in the new project for refugee 
entrepreneurs?  
 To brainstorm and analyse the strategic challenges and opportunities of the UNHCR 





• Good track record by AEC 
• Political and legal policies favourable to 
the engagement of refugees in the 
Rwandan economy 
• Economic growth and business 
promoting policies 
• Increase the value created and the social 
impact provided 
• New beneficiary target 
• Camps are located far from the capital of 
Rwandan and AEC’s offices  
• Dependence solely on UNHCR and the 
cash program 
• Mission drift 
• Beneficiaries are not held accountable 
(do not pay for the services) 
• Too many entrepreneurs in each cohort 
Opportunities Threats 
• Strong partner 
• Political and legal policies favourable to 
the engagement of refugees in the 
Rwandan economy 
• Economic growth and business 
promoting policies 
• Create a sustainable solution for the 
creation of refugee camp economies that 
can be replicated 
• Integrate refugees in the Rwandan 
society 
• Job creation for both refugees and 
Rwandese 
• Dependence solely on UNHCR and the 
cash program 
• Possibility of losing partnership after the 
three years (and consequently financing 
that supports the new team) 
• Difficulty in engaging with refugees due 
to cultural and language differences  
• Uncertainty about their engagement in 
the program and willingness to create 
businesses  
 
Table 11 - SWOT matrix for the UNHCR project 
 
 Overall, this new project brings some risk to the organization – it creates external 
tensions by increasing its dependency on external grants for financing. Internally, it will 
require the expansion of resources and may bring difficulties to maintain a common identity 
within AEC given that it will operate with a specifically assigned team and outside of its 
offices. Moreover, it targets a complete new segment of beneficiaries, not Rwandan 
entrepreneurs, but rather the n refugees living in camps. 
 However, it benefits from the Rwandan political and legal framework that allows 
refugees to work and create businesses outside the camps and the ease of doing businesses in 
the country. If proved successful it can generate a substantial positive social impact in the 
refugee communities and a sustainable solution for their economic independence, integration 
and empowerment.  
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TQ3 - How does the business model change with the new project? 
 To address this question, students can use the conclusions from the previous question 
and reflect about its impact on AEC’s business model. 
 
Key Resources 
 There are two main resources essential in the new project: UNHCR financing and 
support and a new AEC team focused on this project – paid and volunteer. 
 
Partners + Key Stakeholders 
 The key partners are UNHCR, who finances and promotes the project, the refugee 
community in Rwanda, who is the target in this project and will benefit directly from these 
activities and their community leaders who help in identifying and engaging the groups. 
Moreover, the Rwandan people have a stake in this project as it integrates the refugee 
communities and brings new entrepreneurial initiatives to its economy. 
 
Key Activities 
 The new project is divided in three phases of activities: workshops on how the create 
and sustain a business, one on one advice to refugee entrepreneurs and loan provision. 
 
Type of Intervention 
 Like AEC’s regular activity, this new project has two types of interventions: services, 
like workshops, business planning consulting and strategic consulting, and a product, 
affordable loans adapted to refugee communities. 
 
Channels  
 The engagement with the refugees is done with the help of UNHCR’s and other 
agencies’ staff working in the refugee camps and sommunity leaders also help identify the 
potentially interested entrepreneur refugees.  
 
Segments 
 The direct beneficiaries the refugees engaged in the project. The first 400 will benefit 
from access to information and a downsized 100 receive support for business creation. 
Indirectly, the rest of the refugee community and the Rwandese will have access new 
products and services and potentially new jobs.  
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Cost Structure 
 The main costs for the new project goes to staffing (salaries for new team members 
allocated solely to this), transportation (between Kigali and the camps) and client 
engagement, such as adapting resources for the new clients. 
 
Revenue 
 The revenue for this project comes solely from UNHCR financing.  
 
Surplus 
 In this project, there is no indication that there is a surplus as the financing aims to 
subsidize the project’s cost. 
  
Value Proposition  
 The value created by the project is to have refugees, 400 each year, generate their own 
income by creating small business ventures which will provide new products, services and 
jobs to locals and refugees. The project works by providing the right tools and information to 
refugees to be able to establish new ventures in an unknown country that provides a good 
political and legal framework from them to do so. Much like in AEC’s current value 
proposition, beneficiaries have access to capacity building and self-development activities and 
microfinance, leading to the economic, individual and social empowerment of refugees and a 
sustainable and integrated community development in the host country. 
 It can be measured through the number of businesses and jobs create and the value of 
loans provided and their repayment level.  
 The costumer, UNHCR, see value created in the development of a sustainable 
economy in the camps that provides the essential resources for the refugees’ lives, income and 
employment. 
 
 Compared to AEC’s original business model, the most significant changes are the 
beneficiaries, who in this case are not Rwandan, but Congolese and Burundian Refugees. 
This also means that the type of entrepreneurial endeavours they are pursuing are also 
different and more limited, given the fact that they are refugees living in three different 
refugee camps, far from the country’s capital. Also, this project is dependent in only one key 
partner, UNHCR, for both the promotion of the project and the full financing of costs. 
 The new activities reflected on the canvas can be seen in Appendix 3. 
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v. Conclusion, limitations of the study and future research  
 
 The case study highlights the role of social organizations in providing support to 
entrepreneurs in developing countries, particularly Rwanda, to increase employment, decrease 
poverty and ultimately promote economic development. Through the Social Business Model 
Canvas we were able to understand AEC’s business model, which relies in supporting 
partners, engaged beneficiaries and stakeholders, an encouraging business and legal 
environment and the expertise of its team to achieve its mission of creating jobs. However, it 
is highly dependent on grants and donations, increasing the difficulty to be financially 
sustainable. Still, AEC has been able to maintain their support through the successful results it 
has been presenting: while the data used on this case sees AEC’s impact up to the end of 
2015, most recent values indicate that AEC has helped create more than 3 000 new jobs.  
 Furthermore, though the new project with refugees increases AEC’s its impact, by 
providing refugees the means to create their own businesses and sources of income, it will 
make AEC increase significantly its team’s size and its reach, as it will engage with over 1 
200 potential entrepreneurs each year, while being dependent in a singular partner and 
financer – UNHCR. 
 AEC’s business model requires a balance to ensure that while looking to increase its 
impact, job creation, AEC continues to create meaningful impact, which justifies its 
financing. If continuously successful – that if it creates the businesses and jobs it is projected 
to - the models for working with both local entrepreneurs and refugees can be replicated in 
other countries or refugee camps, contingent in similar social, legal and economic conditions. 
 There were some limitations to this study, most notably the lack of up to date and 
consistent data. In the situations where there was inconsistent data, the one available on the 
Annual Reports were privileged. When that was not available, the information available on 
the website was favoured, always complemented the conducted interviews. 
 For future research, it would be interesting to study the success of AEC’s new project 
in partnership with UNHCR, by providing a comprehensive analysis of which features of the 
program are successful and which ones are not, from the structure of the program to the 
groups of refugees targeted. With detailed information and overarching analysis of this 
initiative and other entrepreneurship initiatives among refugees in other camps, it would be 
possible to establish a new case study to see similar programs reproduced elsewhere.   
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Appendix 2  
 




Table 13 - Social Business Model Canvas applied to AEC with the new project 
